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LAUNCHING YOUR OWN 
B2B MARKETPLACE
Q&A With The Experts

Gorilla Group’s Director of Strategic Consulting, Dwayne Doshier, was a guest 
speaker on VTEX’s Collaborative Commerce Talk,  “B2B Marketplaces: The Mega 
Trend Everyone is Betting On”. Along with Andy Hoar, CEO at Paradigm B2B, 
and Michael Powers, Director of Ecommerce at Alaska Rubber Group. The 
following Q&A from the talk provides great insight into B2B commerce strategy, 
detailing what business leaders’ focus is right now, recommendations on B2B 
marketplaces as a digital business strategy, and how to become a successful 
digital marketplace. 

Below are extended excerpts from this wide-ranging conversation.
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What have you been seeing B2B 
commerce business leaders care about 
most in the current environment?

Mike Powers (MP): For me, it was 
quite impactful. I’m taking the lead 
at Alaska Rubber Group, we’re an 
employee-owned hydraulic hose and 
fitting company based out of the Pacific 
Northwest, including our headquarters 
in Anchorage. The team has been 
talking about digital transformation 

and building the digital branch of the 
business for quite some time. I came 

on board in March (2020), right 
when COVID-19 came and so they 

felt as though COVID was that 
wrecking ball and it reaffirmed 
their assessment that they 

needed to build a digital branch 
for their business. I feel as though 

in the development phase as we are 
today, COVID-19 has only accelerated 

that strategy within my business.

Dwayne Doshier (DD): In the day-to-
day, the safety of employees, customers, 
and suppliers is of primary concern. 
Employee safety is not a new focus for 
B2B companies, but safety has rarely 
been a primary marketing message 
unless the seller was operating in a 
regulated industry, selling dangerous 
goods, or selling personal protective 
equipment. That has radically changed 
in the last few months, and savvy B2B 
marketers are finding ways to share 
safety-related value propositions without 

being obnoxious. Value propositions 
need to be paired with a customer 
touchpoint to get the message in 
the hands of buyers. We recommend 
examining new touchpoints that you 
may have not considered previously, 
and for many B2B sellers, the new 
touchpoints are marketplaces.

We also see a renewed focus on cost 
control throughout the value chain. This 
typically takes the form of cuts across 
the board and a halt to investment 
without much regard to the long-
tail effects of broad cuts. This broad 
treatment results in “everyone sharing 
the pain” rather than focused reductions 
and investment. For example, B2B 
sellers are very interested in per SKU 
profitability and frequently look to 
eliminate underperforming SKUs from 
the catalog or dramatically increase 
the prices offered to spot buyers to 
account for long term carrying costs. 
Rather than completely eliminating an 
underperforming product or category 
from the catalog, savvy leaders might 
look to build a marketplace that allows 
a 3rd party to provide the lower profit 
SKUs while the marketplace operator 
focuses on selling higher profit core 
SKUs in the traditional channel. This 
can have positive effects on KPIs for 
SKU profitability and order profitability 
by allowing a 3rd party to bear the 
inventory and handling costs. 
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What are your thoughts on the future 
of B2B marketplaces?

Andy Hoar (AH): What’s interesting 
is buyers want marketplaces, it’s that 
simple. What buyers want is as much 
price transparency as they can get and 
as much selection as they can get both 
broad and deep. That’s why we’re seeing 
this trend toward marketplaces. 

What’s interesting is not everyone 
can win in a marketplace space. I’ve 
always said that there are really two 
types of companies out there. There are 
market makers and market takers. The 
difference is, if you don’t know which 
one you are, you are probably the other 
one. A market maker is a company that 
has a broad enough customer base 
and can attract people as a destination 
site to be able to have a marketplace. 
If you’re not one of those companies, 
then you’re most likely a market taker, 
which means you’re going to be selling 
in other marketplaces. The beauty of 
marketplaces is there’s an opportunity 
for everybody. 

Do you envision B2B distributors 
adopting a marketplace strategy as a 
way forward and really getting out of 
the mold of what we have today? 

MP: Our focus right now is in 
development and then adoption, but I 
definitely see the marketplace approach 
as part of our acquisition strategy for 

sure. We’re in a very niche industry 
with hose fittings, hydraulic hoses, and 
adapters. There’s a massive opportunity 
in our industry to have a marketplace 
that has all of the key manufacturers. 

Would you recommend a B2B 
marketplace as a digital business 
strategy? 

DD: We absolutely recommend that 
B2B marketplaces receive consideration 
and inclusion in the overarching digital 
strategy and the underlying strategies 
for ecommerce, supply chain, and 
loyalty. To not include marketplaces 
in a modern digital strategy could 
dramatically reduce the size of the 
addressable market, exclude legitimate 
supplier partners that can provide value 
to your customers, and ultimately limit 
growth and profitability. Many B2B 
sellers are missing the pivot from selling 
on price to selling on value propositions 
such as access to hard to find products, 
localized inventory, speed of shipping, 
reliability to achieve a promise date, and 
other factors that can all be monetized 
outside of cost-plus models.

For B2B sellers that have not built a 
significant digital selling capability, 
a strategy to begin digital selling or 
quickly scale digital operations by 
using marketplaces has never been 
more compelling. I say that from a 
balanced perspective of people, process, 
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and technology readiness. Buyers are 
comfortable with digital interactions 
and the digital buying process. The 
technology has matured to provide 
outstanding customer experiences 
without requiring an army of technical 
talent. VTEX is a leading example of a 
mature technology provider that was 
built specifically to power marketplaces 
and has a track record of success.  

Do you think business leaders 
will be hard-pressed to find the 
right technology when it comes to 
marketplaces, should B2B commerce 
providers be developing marketplace 
capabilities?

AH: I’m a fan of marketplaces, I always 
have been. You really need to know 
which role you’re playing here. If 
you’re a market maker, then you’re a 
company that has to be providing a 
marketplace, which means it has to be 
embedded seamlessly into the customer 
experience. You can’t have people come 
to your website and have to click on a 
bunch of different links to get there and 
open different windows. It has to be 
seamless and frictionless. 

If you’re a distributor, small distributor, 
or small manufacturer, then you don’t 
want to be participating in everybody 
else’s marketplaces. Your job is to make 
sure that your data feeds are clean and 
that the way you describe your product, 
and the way you price and reprice your 

product, fits this marketplace model. 
We all know that other companies 
have been doing this on third-party 
marketplaces like Amazon and others 
for years. It’s not a simple matter of 
set it and forget it. It’s a dynamic 
marketplace, which means things 
are constantly changing. But to the 
technology question, there’s no shortage 
of technology vendors– VTEX included– 
that offer the capability to produce 
marketplaces. Again, I would stress that 
the technology is always secondary. The 
primary concern here is the experience.  

From a B2B perspective, what’s your 
take on B2B marketplace strategies 
and will it reshape and impact the 
industry that we know today? 

MP: Absolutely, as I mentioned earlier, 
it’s going to be part of our acquisition 
strategy. When we sit down and 
discuss what our ecommerce strategy 
is, marketplaces are definitely going 
to be something that we’re going to 
evaluate - not only Amazon Business - 
we’re hearing some discussion about 
Zorro becoming a marketplace and 
others. For our industry, being as niche 
as we are, we actually have a really great 
opportunity to win there. 
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When you think about it from a 
technology perspective, do you 
find that picking out a marketplace 
technology platform for your own 
business would be easier and 
strategies much harder?

MP: To Andy’s point about clean data 
and API’s, I’m living and breathing 
that now between ERP and API data 
and when we’re talking about tax and 
shipping and all these different ways 
of making sure that it’s a frictionless, 
seamless experience for our customers, 
including data. Finding and identifying 
the technology stack that’s going to 
allow you to make that part of your 
omnichannel [experience] and get that 
information out there, that’s something 
that we’re in the process of evaluating.
Just having the ability to leverage 
technology to control that and make 
sure it’s turnkey and works properly is 
something that we’re doing right now.

What are the prerequisites for 
becoming a successful digital 
marketplace?

DD: As with anything in business, a 
strategy can improve outcomes by 
providing the guidelines for bringing a 
company’s core values to life through 
an emerging digital solution. B2B sellers 
must have a strategy that defines the 

vision for success, how success will 
be measured, what capabilities are 
required, who does the work, how much 
it will cost, and the timelines that need 
to be met. 

This can be overwhelming, especially for 
companies that did not have a strategy 
for initial entry into digital selling. We 
recommend getting a few prerequisites 
in place including experienced digital 
leadership, a clear vision for what 
success looks like, and a commitment 
for organizational support and adequate 
funding. Most B2B sellers also need long 
term technology and services partners 
built to go the distance over many years. 
These long term partners bring the 
lessons of their customers to B2B sellers 
in the form of practical advisory just like 
we are doing today. 

What advice would you give to 
businesses as they consider a 
marketplace? 

AH: The discussion must be part of your 
go-to-market strategy. What exactly it 
consists of is why you bring in people 
like Dwayne Doshier and others to 
help you figure that out. Again, they’re 
either a market maker or market taker, 
which means inclusively, it’s one or the 
other. I always like to joke about this, 
whether you like it or not, you’re doing 
marketplaces, and it’s better to actually 
control your own destiny than not. 
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I think it’s worth mentioning, you 
can’t rely on third party marketplaces 
exclusively. Amazon is great, Alibaba 
is great, Rakuten is great, but they 
have their own interests. What’s your 
interest? I would get ahead of this, I 
would drive the cart, I would have it 
as a part of a strategy. Start with what 
your customers want, do the broad 
deep customer segmentation, figure 
out which one you are, market maker or 
market taker. It is possible to be both. 
For some sophisticated distributors and 
manufacturers, you can actually be both 
and the very best probably should be 
both. But figure out how your customers 
want you to provide marketplace 
capability, and then find the right 
technology vendor to fit with your vision 
and your execution. 

Are manufacturers, by default, market 
takers? Or can manufacturers that 
dominate industry niches become the 
market maker by owning the industry 
marketplace?

AH: Actually, on the heels of what I just 
said. It’s a very interesting segue. I think 
for some manufacturers, it’s important 
to be both. Companies that have 
flagship products and brands and loyal 
customers should be market makers, 
but like I said there’s a home game and 
an away game here. You can win all 
the home games, you can outscore the 
opponent significantly, but you still only 
just win your home games. To win the 
away games, you have to participate in 
other people’s marketplaces, notably 
Amazon, the Alibaba’s, the Rakuten’s 
of the world. Those take strategies. 
Manufacturers, in my opinion, are the 
perfect people for marketplaces because 
they can be both market makers and 
market takers and many of them define 
marketplaces. 

Should large distributors have their 
own marketplace versus joining an 
existing one?

AH: I think this is a trickier proposition 
for a distributor. Trickier in that it 
requires a little more thought. I see 
compelling reasons for manufacturers 
on many fronts, but distributors need 
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to be very careful here about whether 
they’re really large and compelling 
enough, or have a large enough 
audience to be a marketplace. If they 
are, then they should go through with 
it. But I think this requires a little more 
thought than the manufacturer. 

Why would a company with a good 
website sell in the marketplace and 
give up profitability and control of 
content and layout? 

AH: What you want to do doesn’t 
matter. What your customers want to 
do matters. I flip the question around 
and say, why should they give up 
profitability? You have to have your 
cake and eat it, too. It’s not an either or 
proposition. 

You should have a compelling, 
profitable, great experience on your 
website where you’re targeting certain 
customers that want to come to you. 
Then you have some customers who 
are going to marketplaces, maybe 
the competing marketplaces. That’s 
something we haven’t really talked 

about, but I think increasingly it’s 
important to be anywhere your 
customers are and you’ve got to figure 
out how to do so profitably. If you decide 
to forfeit entire marketplaces because it 
might cannibalize your existing revenue 
stream and your website, you’re asking 
the wrong question. The real question is, 
where do your buyers want to buy from? 
Not where you want to sell them.

DD: Consider this use case where a 
manufacturer is manufacturing $10,000 
or $20,000 welders and they’re receiving 
a price premium because the brand is 
so strong, product quality is high, they 
have exclusive products..etc. At some 
point, they have obsolete or out of stock 
inventory. They probably do not want to 
sell that obsolete inventory on their site 
at a discount and discount their brand. 
They probably want to participate in 
a marketplace to move that inventory 
without the negative brand effects and 
without the negative revenue effects 
on their own site. That’s a really nice use 
case for early entry into marketplaces. 
Many distributors did that about 10 years 
ago, the big name distributors that are 
in the MDM top 10 list all pursued those 
types of strategies, but they just were 
not obvious because the products were 
not on the .com site. 
 
 

Andy Hoar

“..IT’S IMPORTANT TO BE 
ANYWHERE YOUR CUSTOMERS 
ARE AND YOU’VE GOT TO FIGURE 
OUT HOW TO DO SO PROFITABLY,”
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What is the biggest hurdle for 
companies to make the shift to a true 
digital transformation in B2B?

DD: The biggest shift for marketplaces 
specifically, is not so much digital 
transformation. It’s that the marketplace 
models are so new. Most manufacturers 
and distributors have not thought 
through the strategy required to be a 
market maker or market taker in the 
marketplace model. They haven’t really 
thought through some of the unit 
economics to do this and what this 
means for their other channel partners. 
So many manufacturers and distributors 
are struggling with channel conflict now, 
without even adding the marketplace 
channel. The real struggle is our strategy 
related to what we’re going to sell it and 
why. It’s not so much the technology 
because again, great providers –like 
VTEX– can solve the technology problem 
more readily than you can solve the 
people problem.

Can you comment on a robust digital 
network? Is the line between B2B and 
B2C marketplaces disappearing?

MP: We’re interested in B2C, but the 
focus is our current customer base. 
Do we see that as an opportunity? 
Absolutely. In the discovery phase with 
our customers, the amount of key 
customers that are using eProcurement 
platforms that are asking us to provide 
our catalog or a punch out catalog to 
them has been eye opening. We’re 

going to focus on the adoption and the 
tactics such as eProcurement platforms. 
I definitely see us having a B2C strategy 
at some point where the average Joe 
could come onto our site and order from 
us and do the same on a marketplace 
platform as well.

DD: I don’t believe that the line is 
disappearing, I believe that there’s 
actually a bigger separation happening. 
The value propositions in B2C, as 
Andy mentioned at the beginning, 
are typically limited to new product 
launches, which have some exclusivity. 
In B2B, there’s so many other value 
propositions. It’s around the fitment 
and around all that tiered pricing. It’s 
not only about the availability, it could 
be multiple availability over multiple 
promise dates at multiple locations at 
the same time.The complexity behind all 
the bill-to-sold-to-ship-to combinations 
and B2B is going to go ahead and 
continue to separate B2B and B2C.  
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The B2B marketplace experiences 
might look a lot more like B2C. But the 
underlying complexity is very different. 
I would just caution that for those 
thinking about doing marketplaces, 
it’s not as simple as what you see on 
Amazon. Amazon does a really good job 
of hiding the complexity behind the buy 
button, but they have not really been 
able to address the complexity of B2B, 
even with Amazon Business. I’d love to 
have this conversation in a year or two 
and see how that plays out.

MP: We had a large hospital customer 
in the lower Hudson Valley of New York, 
at my previous employer, Hill & Markes, 
come to us and say listen, Amazon 
Business is pretty active in approaching 
us. I have over 400 shipped to locations 
on our campus at our hospital where 
your Hill & Markes currently delivers. He 
goes ‘I love Amazon, but I do not trust 
Amazon Business delivering four times a 
week at every single ship to location 5am 
to 7am. That’s where the driver or the 
customer service rep relationship at the 
distribution level is very important to us. 
We know you can get the product at the 
right place at the right time, specifically 
when you’re talking about many ship 
to’s. That’s one of the B2B relationships 
or functions of the B2B distribution 

relationship that our customer finds to 
be very valuable.

AH: There’s a tendency to group 
together all of the companies that are 
businesses into B2B, and they really are 
quite different. There’s b to “big B” and 
there’s b to “small b”. B to “big B” is a 
very different value proposition from B 
to “small b’s”, and that’s where the venn 
diagrams kind of overlap. If there’s any 
blurring, I think we’d all agree that some 
small businesses act like consumers, but 
really have needs like businesses. They’re 
hard to gauge because some of them 
have the pricing appetite of a consumer, 
but the expectations for delivery of a 
large enterprise and that’s where it gets 
tricky. It really comes down to how you 
classify your customers. In particular, 
what their buying habits are, what their 
pricing appetite is, because you can’t 
have a consumer value proposition 
that requires a service level that can’t 
be sustained. By the same token, large 
enterprises aren’t going to be okay with 
just dropping a bunch of stuff off at the 
back dock because that’s what they do 
when they deliver something to your 
house. There has to be thinking through 
the process here and it starts with 
identifying who the customers are and 
what the customers needs are.

To listen to the full virtual event download the recording now.
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KEY TAKEAWAYS: 

ANDY HOAR 
CEO of Paradigm B2B.

Andy is well known as a former VP and Principal Analyst at Forrester 

Research where he had headed their B2B commerce practice.

DWAYNE DOSHIER 
Strategic Consulting practice at Gorilla Group

Dwayne brings a practitioner’s view on commerce and he puts himself 

in the shoes of the practitioners  which has helped clients improve 

their digital maturity and success.

MICHAEL POWERS 
Director of Ecommerce and Digital Marketing at Alaska Rubber Group

Michael is responsible for digital commerce strategy and he brings a 

wealth of experience and a lot of insights from his prior role at Hill & 

Markes, where he led their digital commerce strategy.

ABOUT THE SPEAKERS:

• Figure out what your customers want 

• Identify if you are a market maker, a market 
taker, or both 

• Find long term technology and service partners 
to go the distance with  

• To listen to the full virtual event download the 
recording now. 
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Gorilla Group, a Wunderman Thompson 

company, is an award-winning Agency, 

Consultancy, and Tech Company. In one. 

Here, strategy, business intelligence, experience 

design, technology enablement, and support 

and growth services come together to 

create innovative, award-winning commerce 

experiences for enterprise B2B and direct-to-

consumer brands across industries. 

Named a Leader in Digital Commerce Services by 

Forrester Research, we are aligned to help brands 

connect with their customers across the entirety 

of the customer journey, or at any point along the 

way.

For more thought leadership, please visit us at 

www.gorillagroup.com 

 

For sales inquiries: 

888-601-2091 

digitalcommerce@gorillagroup.com

VTEX is the first and only global, fully 

integrated, end-to-end commerce solution 

with native marketplace and OMS capabilities. 

We help companies in retail, manufacturing, 

wholesale, grocery, consumer packaged 

goods and other verticals to sell more, operate 

more efficiently, scale seamlessly and deliver 

remarkable customer experience. Our modern 

microservices-based architecture and our 

powerful business and developer tools allow 

VTEX to future-proof our customers’ businesses 

and free them from software updates. Major 

brands including Sony, Walmart, Whirlpool, 

Coca-Cola, Stanley Black & Decker, Pizza Hut 

and Nestlé, plus 2,000+ active customers in 30 

countries, trust VTEX to accelerate and transform 

their commerce. 

Visit www.vtex.com to learn more.

Contact Us 

https://vtex.com/us-en/contact/

ABOUT US:
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